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20 June 1973 


MEMORANDUM FOR MR. COLBY 

SUBJECT: Thoughts on O/NE's Role Summed Up 


T , have the lm P r ession that in our several talks of recent weeks 

have not conveyed with sufficient clarity certain ideas about NIE 
production, policy support, and O/NE's role which I think it is in 

your interest to consider fully. Perhaps a summary statement in 
writing would help. 


i. 


-Lil^jicep^unc^ wh ich O/NE was cr eated is that it is the DC! s 
instrument for insuring that all views held in the Community on 
contentious issues get a fair hearing and lead to meaningful dissents 
indicated . ThcBoard is an adjudicating body vis -a -vis the USIB 
agencies, ol which CIA is one. 


The DCI s relations with USIB agencies, since they are not of 
a command nature, will never be easy; they must in some part be 
negotiated. If the DCI clearly says to his USIB colleagues that the 
mission he has assigned to the Board is to give all views a fair and 

bo'Tl ft mg be , f ° re ** decides and issues an NIE, the Board can 
buffer to ease the DCFs relations with the Community. 

An individual called a Special Assistant cannot do this with 
anything like the same effectiveness as a Board known to embody 
differing views and which puts out an NIE draft only after vigorous 

resnonsihl T ^ tOUg " criticism within the group. An individual 
responsible for putting together" NIE drafts with the help of ad hoc 


C U i U _ ; 
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C A teams w,U be see,, as the DCI's man and will be identified with 
CIA, the other agencies regard CIA as one of the contenders the 

, “ !S r * ith then,selres «*■ «• sometimes hostile to their 

forests. The disappearance of the Board's honest broker role is 
VHTuaUy guaranteed to give the OCI trouble in his relations with the 


I'. Ascheme under whi ch drafting of NIE's is farmed out to nrodnetio,, 

ices or ad hoc groups will surely result in a decline in aualitv The 
not, on hat an input can 

work RUtm S ° me rS at ‘ aChCd “ hlm is a sure reci P= shoddy 
work Editing .s not writing. In O/NE the latter involves devising a 

structured concept of the whole argument which is then reviewed and 

ticizcd by Board people and other analysts, and finally executed bv 

‘ Smgle land wlth as much coherence, style, and polish as the drafter 
can command. We have abundant experience in O/NE with analysts 

oSmTeasTT °*' ,er °f “ S f ° r Wlt " »• £*£ 

ones at least a year to learn the art of writing National Estimates and 
ome never master it. Similarly, . suppose, some of our go d pe e 
cannot do current intelligence writing well. ' 


III. Within CIA, it is in the DCI's interest to hnvn h/mp 
loihe laxgc production offices because he will often p £fl t from nltorn Ttt^ 
lews developed in a different environment. Big offices are hierarchical 
and the individual analyst feels himself overlaid by supervisors and editors 

?he tone f r" rCgUlarly brin £ to S ether analysts from all over ^ 

. A §cncy who find in such sessions a rare opportunity to vent their 
views freely and competitively. 


25X1 


An elaboration of the way the Board can and , 
DCI s reputa tion for fairne ss and therefore h 
in a piece by I 1 


Kvhich I attach. 


helped to buttress the 
credibility is contained 
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unit UtoS&rW" t0 ° mllC " th0 ' ,aluc of “ independent 

t Ike O/NL in Which wc can minimize the bureaucratic falderal 

w nch is the enemy of creative ingenuity. The atmosphere and working 

style we have managed to preserve encourages the free criticism and 

c unter -criticism which can generate innovative ideas. 

The interdisciplinary approach now in vogue, rightly I think 
18 al f° f fav ° red - a —H -it. We have deliberately drawn our 
peopie from multiple disciplines; working together they can bring 
off a whole view of complicated subjects. This is scarcely possible 
in large units committed to one-dimensional approaches - political 

specialties V “ auch ~ aad which individual ' 

specialties break down into small pieces. Both specialized experts 

confr'oSition b r I Gd ge ^ rali8ta are needed * O/NE is a forum in which 
: ration between the two types takes place and can result in 

sophisucated products which are still comprehensible to our non -expert 


IV. I am in full accord with your desire to get a better hold on oolicv 
Mil because I think such tasks have been slop^^^^ 

present arrangements the DCI has no assurance that the best talents 
have been brought to bear in an orderly way. 

There are two aspects to this matter. One has to do with 

deliver policy support prod uct Here I have 
suggested that O/NE be given responsibility (normally lodged in a 
Board member) to assemble task groups in the Agency and to bring in 
role i° mmUnity WhGn lndiCated: ° r ^natively, that the organizing 
insmm'rhm'rl SmaU assistants & rou P attached to the DCI who wfll 

asks „ t y ; re rT tCS ^ ° /NE arc involved all substantial 
tasks of this kind. Either way would work and could be put into effect 
without delay or commotion. 

A second aspect of policy support has to do with customer contacts 
which should help to h]j^j££Jjtilciva^ NormaJIy^, 
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prefer that customers bo in direct contact with producer-analysts to 
avoid slippage and confusion, and we have done much of this in O/NE 
But an argument can be made for a special set of customer's men 
ourmg around m almost daily contact with users, especially at NSC 
What should not happen, however, is that these people move into 
producing themselves. 


, .. J _ ob dcscri Ption for the Special Assistants includes customer 
ciauons But along with this activity they are also to direct production 
tasks (including NIE s) and to generate collection guidance. This is 
too much for one man; he will inevitably ask for a staff to help him- 
then his group will begin to supplant existing production elements and 
1 do the job less well. One way to resolve this dilemma is to put 
your assistants specially responsible for customer relations in O/NE. 

. 1Cr . C Uey COuld readll Y £ et support from existing staff, would have 
tegular contact with analysts, and would profit from the stimulus of 
substantive debate. 


Lro j?r T Jr"™ 121115 m ° VeS arC made ’ evea for Positive reasons, 
which n l0Slng aSSCtS and Values built ftto existing structures 

which, after all, were created for good reasons. 1 have tried to convey 

b^re 0 C ord e /T ieaS T. S ^ 0/NE eXiStS - ^ iS 3 g ° ing concem ’ has ™ 

<- re co id (I would say a good one, given the difficulties of the mission) 

and has served DC I s well. 


Your proposals involve going to a new system. Not only do I 
believe it is defective in concept and would not work well, but I can 
guarantee that in the transition there would be serious practical loss 
registered m decline in quality of performance. It can take years to 
create a smoothly functioning unit. DIA's creation of a new estimates 

h 7Y„r, Tf* T i S “ case l " ***■> ‘ n, P rovenien t has been made, 
but slowly, and they had a sound idea going for them. 
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son , n ] n . f l ‘ m ’ * am I10t sa y ln 8' that 110 changes should be made. I urge 
some but I think a new DCI would be ill-advised to disassemble proved 

r eff " CtlV , C Units at outset of his tenure, before he has had a chance 
to work with such units and to discover what their real strengths and 
weaknesses are, and what his own needs are. 

My personal philosophy about organizations is that structures 
matter less titan the people in them, and that the quality of performance 

Dai J m f r m °^ e t0 the st y le and im P a ct of leadership than to any 
particular set of organizational arrangements. I would judge from my 
conversations with Schlesinger that he agrees with this. 7 


John Ruizenga 


- 5 - 


G(r~ : 

Approved For Release 2003/09/29 : CIA-RDP86B00269R001 30003001 7-6 



Approved For Release 2003/09/29 : CIA-RDP86B00269R001 30003001 7-6 


SECRET 


SUBJECT: The Role of ONE and its Product 


^ Pr0d ““ “ » „et foreign policy 

concerna of the US Govern, „e„t, either current or anticipated 

T ° C, ' iS ~ of course, necessary 

SPPr0PrIate omce and those concerned 

” lth P ° llCy “ ““ ° Peratl0nal « -U levels - the NSC. the 

NSC Staff, state, Defense (including ISA) Tre, 

8 iSA ' ) ’ Tr easury , and the CIA/DDO. 

rhese links exist and are penerallv , ■ 

generally operative; no doubt they can be 

improved, but no major structural 

al Cl ’ a " geS "«=«sary to accomplish 

this end. 

-lie concentrating on the "poiicy relevance- of the ONE product 

“ “ dSSlrable '° ^ iP and most valuahie 

about ONE. This i c n 

ro e as the arbiter of community judgment. 

In this role, ONE has won for the OCI hie 
„ , 1 hlS repUtaCion fair-mmoeune, 

an ntegrity in the great struggles within 

8b es within successive administrations 

over the nature of the Snuir- ■ . 

Soviet, military threat (chances of war in the 

early 1950s, the bomber threat -he ss o 

' .he SS-9 controversy, ABM issues. 

Backfire, etc.) Tn rt, , 

’ th “* 1SSUCS - 11 — ny was special interest 

gioups in the Pentagon whose ox was -ored h r ■ 

t,ored , but m the long history of 


secret 
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SECRET 

“ U h iriK ' aS ” e haVa ““ 0NE ■». sometimes been forced 

IT" ,nalysis “ ■ “ ons uhich ha - » ~ - 

»ate rally the ONE product Provohes a negative teaetion when 

- seems to su 88 est that this ot that eontse of action is ill-founded. 

t/iNiL does not seem f - r* ~ , 

11 Co be a member of the ten m- • 

team, policy makers would 

to have s„ 8g estions on how to male somethin, wk rather than 

“ “ aly6lS 8 " 88eSCinS “ ^ « «-« a totally different 

approach seems indicated. 

But ONE should not be pant of the team; if it becomes too 

t “T“ ° f “ IminS C ° f “ thS — - -lly, of destroying 
credibilnty as an objective advisor to the President and 

as a credible briefer of the Congress The.,, 

■ Ihesu tendencies are inherent 
and inevitable in human affairs- ir • 

’ W3S ln reco 8 n ition of this fact 

0BE “ 6StablIShCd “ 1950 P r °vided With the autonomy 
under the DCI to perform its invaluable function. 

IB is highly doubtful that the ONE function could be performed 
effectively by dispersion of responsibility to individual special 

assistants, no matter how talented or respected tv 

respected. These individuals, 
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SECRET 

UCkinS S ro “P within an affine 

St :“ CEUre “° Uld — Of their personal hisses 

Proclivities . While representing the DCI, they would still 

tend to lose authority in +-h ei- a-i-T- , 

y ^heia dealings both within the Agency 

and among the other USIB departments. 

om has always sought to provide intellectual leadership 

" thS — - basic shifts and changes in 

the nature of the world situation as quickly as possible so that 

Policy could be based on today's realities, not on yesterday's 

potceptior, too long clu„ 8 to as the truth. Often ONE receives no 

v for its discoveries" that the world has changed; the "news" 

18 ar8U8d ° Ut in C ° OCdlM ““. -opted as agreed teat in an NIE, and 
through the invisible process of the penetration of ideas -t 

becomes a commonplace. But a history of the work of this 'office 

would show that any number of "Ideas" 

SS ’ 8redt and small, vital to 

US policy and security fi-rci- j 

y, lrst round expression in ONE products. 

This function and this fruit cannot be "legislated” 

•legislated or managed” 

into existence- if th„ 

the proouct of experienced, tested, analytical 

h- objective minds set to work in an atmosphere conducive, not 
fo ivory tower, academic reflection, but reflection in the midst 

or the real world, nourished by direct exposure to operational 

concerns, and free to make ful 7 nr ■ 

inquiry into the nature of things. 
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SECRET 


One minor and recent example may illustrate some of these points. 
It has to do with the consideration of Hanoi's intentions in the post 
January period when the communists were busily engaged in infil- 
trating manpower and weapons into South Vietnam in violation of the 
Paris Agreements. Those in the Agency most intimately involved 
with the "policy team" downtown and most directly affected by that 
team’s concern with the flagrant violations of the Agreement were 
prone to play back the fears of an early resumption of hostilities 
and there was issued the "Warning Flag" memo of 27 March 1973. 

Others - in ONE in particular — with a somewhat more detached 
view could see that there were other explanations for the observed 
communist conduct and they felt that the near obsession with the danger 
of an early communist offensive served to "detract attention from a 
more likely and no less serious communist strategy". The idea that 
Hanoi is embarked on an effort to construct a viable administrative, 
political, and economic entity, separate from the GVN but based in 
South Vietnam is now commonplace and was recently described in some 
detail in a Saigon Appraisal of Situation dated 5 June. But this 
notion was first advanced in an informal memo originating in ONE on 
29 March in reaction to the Warning Flag memo from SAVA. The ONE 
concept became the majority view of the Agency in the 12 May study of 
North Vietnamese Intentions prepared for Dr. Kissinger's briefing 
book as he set out to meet with Le Due Tho. 
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